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Getting Started 

8:30 to 9:15 
Welcome, warm-up, a look ahead 
  
9:15 to 10:30 
Organizational change theory 
  
10:30 to 1:45  
Break 
 
10:45 to 12:30 
Breakout Sessions  
Leadership skills for advancing racial equity  
Using the Racial Equity Tool 



Getting Started 

12:30 to 1:15 
Lunch 
  
1:15 to 3:00 
Developing a Racial Equity Action Plan   
Creating a Team for Implementation 
  
3:00 to 4:30   
Action planning within teams 
  
4:30 to 4:45   
Closing  
 



A Look Ahead 
June  

Advancing Racial Equity speaker series: Rinku Sen, Race Forward 
July  

Homework, networking, problem solving and strategizing [Virtual Peer Exchange] 
(half-day) 
August  

Putting Concepts into Action - Racial Equity Action Plan, Racial Equity Tool (one day) 
[Train the Trainer] 
September  

Advancing Racial Equity speaker series: “Tools and Tactics” (TCE Crossover) 
October  

Report on homework, networking, problem solving and strategizing (half-day) 
November  

Communications and strategic planning (one day) 
December  

Report on homework, networking, problem solving and strategizing (half-day) 
January  

Advancing Racial Equity speaker series: “Celebrating our Success, Facing Challenges” 



Government Alliance for Race and Equity 
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Massachusetts 
Boston 

Washington 
Seattle 
Tacoma 

Minnesota Iowa Wisconsin 
Metropolitan Council 
Minneapolis 
Minneapolis Park Board 
St. Paul 

Dubuque 
Iowa City 

Dane County 
Madison 

= Racial Equity Here Participants 



  Homework Review 

 One-on-ones – Continue to build relationships 
 

 Research the racial history of your jurisdiction  
 

 As a team, complete the full assessment and refine 
your racial equity statement 
 

 Begin to size up preliminary action steps emerging 
from the assessment 



Today’s Objectives 

• Gain understanding of organizational change 
theory, as applied to racial equity  

• Develop skills for moving organizational changes, 
including the importance of leadership for racial 
equity, developing skills of an expanded set of 
employees, and using a racial equity tool in routine 
decision-making processes  

• Begin to develop a racial equity action plan  



Organizational Change Theory 





National best practice 
Normalize 

• A shared analysis 
and definitions 

• Urgency / prioritize 

Organize 

• Internal 
infrastructure 

• Partnerships 

Operationalize 

• Racial equity tools 

• Data to develop 
strategies and drive 
results 



Building Infrastructure to Create Change 

• Change happens when people recognize both why the 
change is needed and the potential of the proposed 
solution 
 

• System change requires 
• Powerful advocates for change 
• Interaction – advocates with the apathetic 
• Environment that supports change 

 



Building Infrastructure to Create Change 

• Racial equity held in the depth and breadth of the 

organization 

• Structured to advance racial equity 

• Coordinated and interdepartmental 

• Power is mapped 

 



Housing Transit Police Parks Courts 

Core Team – leadership development and capacity 
building across departments     
       

Interdepartmental teams  – Contracting equity, workforce equity, 
community engagement  

Racial Equity Leadership Team 

 Racial equity 

teams in all 
departments 

Accountability tools    
 
Accountability  
agreements 
 
Departmental  
work plans     

   
 
      
Racial Equity Tools 
 
 
Institution-wide  
work plans     



Building Infrastructure to Create Change 

1. Mass Exposure 

2. Personal Contact 

3. Resistance 

4. Expertise 

5. Infrastructure 

6. Leadership 

7. Accomplishments 

 



The Seven Levels of Change 

GET THE WORD OUT 

1. Mass exposure 

• E-newsletter 

• Workshops for all employees 

 

2. Personal contact  

• Train the trainer  

• Maximize contact between racial equity 
advocates and others  

 



The Seven Levels of Change 

MOVE PEOPLE 

3. Resistance 

• Listen carefully 

 

4. Expertise 

• Internal advocates across functions and at 
varying levels of hierarchy 

 



Building Infrastructure to Create Change 

FOSTER A SUPPORTIVE ENVIRONMENT 

5. Investing in infrastructure 

• Tools and processes 

 

6. Recognizing the role of leaders 

• Make a clear case for change 

• Use change data for decision making 

• Set example and expectations 

 

7. Rewarding and recognizing accomplishments 

 



Overcoming Resistance 

Tipping Point  
Need a critical mass to create organizational change 

 
• Advocates  

• Apathetics  

• Skeptics 

• Active Resisters 

 



Government Leadership 

 Normalize conversations about race 

 Learn from those bearing the burdens of racial inequity 

 Set new expectations for equity and back them with 
resources 

 Align internal structures 

 Operationalize solutions, take action 

 Assess, refine, sharpen 



Four Key Principles 

   Consciousness with Action 

   Focus on Change 

   Actionable Plans 

   Assess, Refine, Sharpen 



Five Key Ingredients 

   Alignment of Key Leaders 

   Clear Goals 

   Resourced Plan of Action 

   Key Skills 

   Solid Base 

 



Six Steps to Success 

   Know what you are hoping to change 

   Identify potential allies 

   Powermap decision points and decision makers 

   Identify opportunities for education 

   Measure change 

   Pinpoint short-term wins 



Leadership Skills for Advancing Racial 
Equity 



Large Group Discussion 

1. Why is leadership important to advancing racial equity?  

2. What are the challenges you’ve been confronted with? 

3. How did you address these challenges? 



Leadership 

On the Ground 

• Create awareness 

• Create sense of urgency 

• Build momentum 

 

Government 

• Create shared vision 

• Change policies, practices, programs 

• Establish accountability 



Government Leadership 

•   Normalize conversations about race 

•   Learn from those bearing the burdens of racial inequity 

• Set new expectations for equity and back them with 
resources 

•   Align internal structures 

•   Operationalize solutions, take action 

•   Assess, refine, sharpen 



Using the Racial Equity Tool 

an opportunity to operationalize equity in 
government 



Racial Equity Tools 

• Proactively seeks to eliminate racial inequities and advance 
equity. 

• Identifies clear goals, objectives and measurable outcomes. 

• Engages community in decision-making processes. 

• Identifies who will benefit or be burdened by a given 
decision, examines potential unintended consequences of a 
decision, and develops strategies to advance racial equity 
and mitigate unintended negative consequences. 

• Develops mechanisms for successful implementation and 
evaluation of impact. 

 



Racial Equity Tools 

The Racial Equity Tool is a simple set of questions:  
• Proposal: What is the policy, program, practice or budget 

decision under consideration?  

• What are the desired results and outcomes?  

• Data: What’s the data? What does the data tell us?  

• Community engagement: How have communities been 
engaged? Are there opportunities to expand engagement?  

• Analysis and strategies: Who will bene t from or be burdened 
by your proposal? What are your strategies for advancing racial 
equity or mitigating unintended consequences?  

• Implementation: What is your plan for implementation?  

• Accountability and communication: How will you ensure 
accountability, communicate, and evaluate results?  

 



Why should government use a  
Racial Equity Tool?  

Government 
explicitly creates and 

maintains racial 
inequity. 

Initially explicit 

Discrimination illegal, 
but “race-neutral” 

policies and 
practices perpetuate 

inequity. 

Became implicit                     

Proactive polices, 
practices and 

procedures that 
advance racial 

equity. 

Government for racial 
equity 



Process Product 

What is a Racial Equity Tool?  

 

Actively inserts 
racial equity into 
decision making 

processes 



Who should use a Racial Equity Tool?  

 

Elected officials Government staff Community 





• Key decision-making opportunities that influence 
outcomes. 

• Cumulative impacts of many small choices can be as 
significant as the impacts of big decisions. 

• Less likely to replicate the status quo. 

Choice Points 

Applied Research 

Center 

34 



When to use a Racial Equity Tool?  

 

Often 

Early 



1 
• Desired results  

2 
• Analysis of data 

3 
• Community engagement 

4 
• Strategies for racial equity  

5 
• Implementation plan  

6 
• Communications and accountability  

What is a Racial Equity Tool process?  

 



#1 

 

What is your proposal 
and what are the desired 

results and outcomes?  



What’s the community 
and performance data? 
What does the data tell 

us? 

#2 

 



How have communities 
been engaged? Are there 
opportunities to expand 

engagement? 

#3 

 



Who will benefit from or be 
burdened? How are you 

advancing racial equity or 
mitigating unintended 

consequences? 

#4 

 



What is your plan 
for 

implementation?  

#5 

 



How will you ensure 
accountability, 

communicate, and 
evaluate results? 

#6 

 



What if I don’t have enough time?  

 

? 

Ask the 
question: 

Who benefits or who is 
burdened by the 

decision? 



What challenges should I be aware of?  

 • Organizational buy-in 
• Engagement  
• Commitment to: 

 Implementation  
 Removal of barriers 
 Evaluation  



Transactional / transformational change 

“The single biggest failure in 
change initiatives is to treat 
adaptive challenges like technical 
problems.” 



Racial Equity Action Plans 



National best practice  
Normalize 

• A shared analysis 
and definitions 

• Urgency / prioritize 

Organize 

• Internal 
infrastructure 

• Partnerships 

Operationalize 

• Racial equity tools 

• Data to develop 
strategies and drive 
results 



Racial Equity Action Plans 
 

Preparation 
Research and 
Information 
Gathering 

Research Findings Develop Plan 
Implementation, 
Reporting, and 

Evaluation 



Step 1: Preparation 
 

Are you ready enough? 
 



• Issue-based 

• Help individuals negotiate existing 
structures.  

• Solutions “transact” with institutions 

• Short-term gains for communities, but 
leave the existing structure in place 

Transactional 
approaches 

• Cut across multiple institutions 

• Focus on policy and organizational culture 

• Alter the ways institutions operate 

• Shifting cultural values and political will to 
create racial equity 

Transformative 
approaches  

  



Step 2: Research and Information 
Gathering  

 
Review Primary Source 

Documents 

Interview Key 
Individuals and 
Facilitate Group 

Discussions 

Administer 
Survey(s) 

Compile Data 
and Synthesize 

Results 

Report on 
Findings 



Community Engagement 
 



Questions for discussion: 

 • Who are your community partners to advance racial 
equity?  

• What sort of engagement do you currently do? 
• What works well?  
• What needs to be improved?  



Step 3: Report on Findings 
 



Step 4: Develop a Plan 
 



Key Measurement Principles 
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• What you hope 
to see in the 
community 

Vision / results 

• Community 
indicators 

Data 
• What you aim 

to achieve with 
a program or 
policy 

Performance 
measures 

• Quantity  

• Quality 

• Impact 

Data 



Definitions 
RESULT 

INDICATOR 

PERFORMANCE MEASURE 

i.e. Babies Born Healthy, Economically Self-Sufficient Communities,  
Safe Communities, Clean Environment 

i.e. Rate of low-birth weight babies, unemployment rate, crime rate, air quality 
index 

A condition of well-being. 

A measure which helps quantify the achievement of a result – 
always disaggregated by race 

A measure of how well a program, policy, agency, or service system 
is working. 
 

1. Quantity  How much did we do? 
2. Quality    How well did we do it?  

3. Impact     Is anyone better off?  
=  Participant Results 



Population Accountability 
About the well-being of whole populations 

  

 

Start with the end... 

RESULT  

INDICATOR  

• % of youth participating in 60 minutes of physical activity per day (disaggregated)  

• Unemployment rate 

A condition of well-being for children, adults, families or 
communities 

A measure which helps quantify the achievement of a result 
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Ask Effective Questions 

“Turn the curve” on the population 

• What condition of well-being do we want for our community (results)? 

• Why do these conditions exist differently for people of color than 
whites? 

• What would these conditions look like if we achieved them? 

• What measures can we use to quantified these conditions  
(indicators)? 

• Who are the partners with a role to play? 

• What works to “turn the curve” of the baseline? 

• What do we propose to do?  

 

 



Work backwards toward means... 

PERFORMANCE MEASURE 

1. Quantity  How much did we do 
2. Quality    How well did we do it?  

3. Impact     Is anyone better off?  

A measure of how well a program agency, service system, policy or 
initiative is working. 

= Participant-level Results 
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Three types: 

DEPARTMENTS / PROGRAMS 
Implemented programs, policies, initiatives, systems, and services that have a 
reasonable chance of influencing indicators and contribution to results.  

Performance Accountability 
About the well-being of participant populations 
  



Ask Effective Questions 

“Turn the curve” in performance 

• Who are your participants, disaggregated by race? 

• How can you measure if your participants are better off? 

• How can you measure the quality of service, policy, initiative 
you provide? 

• How are you doing on these measures?  

• Who are the partners with a role to play? 

• What works (practices, processes, and/or policies) to turn the 
curve of the baseline? 

• What do you propose to do, in what timeline and in what 
budget?  

 

 



 

Why are there racial disproportionalities?  

 Why else?  

  Why else? 

   Why else?  

    Why else?  

 

Example – obesity rates 

What are the explanations at an individual, institutional and 
structural level? 

 

 

Ask yourself “WHY?” 3-5 times 



Result – Increase healthy life outcomes 

• Indicator – Overall rate of obesity decreases from 18% to 5% in ten 
years, and the disproportionality by race is eliminated (currently ranges 
from 11.6% of Asians to 22% of Latinos) 

• Indicator – Disproportionality in life expectancy is eliminated (current 
gap – is 10 years) 

Strategies – what you are going to do to achieve the result  

• Increase access to healthy foods, parks and open space in neighborhoods 
where access is lacking  

Performance measurements – how you measure your success 

• Pass “healthy retail” legislation 

• Increase “safe routes to school” % of students walking to school 

Example 



Look for cross-departmental strategies 
and structural issues 

• Contracting  

• Workforce  

• Education 

• Criminal justice 

• Community engagement 

 



Step 5: Review, Rollout, 
Implement, and Evaluate 

 



Discussion 

Questions:  
• What are the challenges and opportunities to creating and 

using a plan?  
• What are the assets you have in place to support a 

process and plan? 



Racial Equity Action Plans: Seattle 



Racial Equity Action Plans: Dane County 
County 



Racial Equity Action Plans: Portland 



Small group discussion 

• What strategies/actions are you currently using 
to advance racial equity? 
 

• Are they transactional in nature? What would 
allow them to be more transformative? 



Examples of interdepartmental 
strategies and actions 

• Contracting equity: Seattle, WA 

• Workforce equity: Multnomah County, OR 

• Education: City of Saint Paul 

• Criminal justice: Maplewood 

• Community engagement: all of you  

 



From this morning – identify a topic 
from one of the breakout session.   

• Pick a cross cutting goal  

• Identify two or three key strategies or actions that your 
jurisdiction could take on 



• Identify two or three key strategies or actions that your 
jurisdiction could take on  

 

• Who in your department needs to be consulted to develop 
your plan? 
 

• What resources are needed for plan development?  

 

• How can you ensure accountability for implementation? 
Which roles and responsibilities will need to be clearly 
assigned? 

 

Development and implementation of 
your work plan 



Harvard Business Review – A Leader’s Framework for Decision Making 

https://hbr.org/2007/11/a-leaders-framework-for-decision-making/  

Homework: Part 1 
Read : ”A Leaders Framework for Decision Making” 

https://hbr.org/2007/11/a-leaders-framework-for-decision-making/
https://hbr.org/2007/11/a-leaders-framework-for-decision-making/
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https://hbr.org/2007/11/a-leaders-framework-for-decision-making/
https://hbr.org/2007/11/a-leaders-framework-for-decision-making/
https://hbr.org/2007/11/a-leaders-framework-for-decision-making/
https://hbr.org/2007/11/a-leaders-framework-for-decision-making/
https://hbr.org/2007/11/a-leaders-framework-for-decision-making/


Homework: Part 2 
Development of your Racial Equity Action Plan 

• Identify the next layer of racial equity leaders in your 
jurisdiction 

 

• Develop strategies to engage and/or train other key 
stakeholders 

 

• Identify key strategies and actions that you would like to begin 
implementing 
 

• How can you ensure accountability for implementation? Which 
roles and responsibilities will need to be clearly assigned? 

 



Homework: Part 3 
Sign on to the Platform! 



Contact information  
 

 

 

 
Nora Liu 
Dwayne S. Marsh 
Julie Nelson 

Government Alliance on Race and Equity 

dmarsh@thecsi.org, nliu@thecsi.org, jnelson@thecsi.org  
 

Melissa Jones 

Bay Area Regional Health Inequities Initiative 

mjones@barhii.org 
 

www.racialequityalliance.org 
http://www.barhii.org  
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